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Introductions



Introductions

 Speed Networking!!

 What do you hope to get from today?

 Pre-session Survey Observations
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Instructors

 Elizabeth Holleb, CPA
• Director of Finance – City of Lake Forest, Illinois

oPopulation – 19,000+

oAaa Bond Rating

oDistinguished Budget Presentation Award

• GFOA Committee on Governmental Budgeting & Fiscal Policy

 Maria Zuniga
• Operations Excellence Manager – Bernalillo County, New Mexico

oPopulation – 674,000+

oAaa Bond Rating

oDistinguished Budget Presentation Award – Special Performance 
Measures Recognition

o ICMA Certificate of Performance Excellence Award

• GFOA Budget Book Reviewer
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Stuff You Need to Know
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Course Objectives

 Through an interactive, collaborative and 
engaging process, by the end of the day we’ll 
enhance your ability to:

1. Understand the value of budget monitoring

2. Identify budget information that is relevant to the 
unique needs of various stakeholders

3. Understand GFOA best practice guidelines

4. Recognize what performance measures are…and 
what they are not

5. Understand the advantages and challenges when 
developing and implementing performance measures

6. Provide creative tools to reach larger audiences
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Performance Measures
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What is a Performance Measure?

 Measurable 
services that 
strive to 
achieve 
targets
Achieves 

strategic plan 
goals 

Drives the business 
strategies
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Why measure performance?

 GFOA Best Practice – Performance 
Measures

 Performance measures are used by 
governments to collect information about 
operational activities, achievement of 
goals, community conditions, or other 
environmental factors to better understand 
a situation and make informed decisions.
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Why measure performance?

 So we know how we are doing
• Data-driven decision making

• Not just anecdotal

 So others know how we are doing
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Why measure performance?

If you don’t 
measure results

You can’t tell success 
from failure

If you can’t see 
success You can’t reward it

If you can’t reward 
success

You are probably 
rewarding failure

If you can’t see 
success You can’t learn from it

If you can’t 
recognize failure You can’t correct it
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David Osborne and Ted Gaebler. 1992. Reinventing Government:  How the 
Entrepreneurial Spirit is Transforming the Public Sector.

You can win public 
support



Who should measure performance?

 GFOA recommends all organizations 
identify, track, and communicate 
performance measures to monitor financial 
and budgetary status, service delivery, 
program outcomes, and community 
conditions.

S12

You should measure 
performance



Case Studies in Performance 
Measurement
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Performance Journey

• Where is your organization on the 
spectrum of performance? 
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Performance Journey

• Lake Forest • Bernalillo County
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Lake Forest
Performance Measures Journey
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Lake Forest
Performance Measures Journey
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Department/Section Service Description Assessment

Community  
Development

Plan Reviews/
Permit Issuance/
Inspections

Examine plans for compliance with 
applicable codes, regulations.  Coordinate 
reviews by other sections as needed.  Upon 
confirmation of compliance, issue permit to 
authorize construction.  Visit job sites as 
required by the Code to assure safe 
construction, cleanliness of site and Core

City Code 
Maintenance/
Updating

Support of Boards and Commissions to 
review, update, modify various provisions 
of the code periodically to reflect new laws, 
court decisions, development trends, 
community goals. Core

Development 
Reviews

Consideration of all petitions related to 
development and redevelopment of 
properties throughout the City. Core

Code 
Enforcement

Response to complaints about nuisances 
and non-compliance with Code. Core

Long-range 
Planning

Manage process and offer support to 
Boards, Commissions, City Council, City 
staff, institutions and the overall 
community on the development and 
updating of broad and focused long-term 
plans including:  Comprehensive Plan, CBD 
studies, Master Plans for community 
institutions and various special studies.  Core



Lake Forest
Performance Measures Journey

 Goal: Re-engineer annual budget document to submit for 
GFOA’s Distinguished Budget Presentation Award
• Three year plan

• Used GFOA budget award criteria as road map

 City Manager’s Office to develop Performance Measures

 Finance to make all other changes to document
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Lake Forest
Performance Measures Journey

 ICMA Performance Management Initiative
• OCM reporting with little involvement of operating departments

• Results invalid due to poor reporting
oGarbage in, Garbage out

• Program abandoned in February 2016

 Northern Illinois Benchmarking Cooperative
• 12 participating communities

• Partnership with University of Illinois at Chicago

• Year 1 – focus on law enforcement

• Year 2 – focus on fire services
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Lake Forest
Performance Measures Journey
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Lake Forest
Performance Measures Journey
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Lake Forest
Performance Measures Journey

S22



Lake Forest
Performance Measures Journey
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Lake Forest
Performance Measures Journey
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Lake Forest
Performance Measures Journey
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Lake Forest
Performance Measures Journey
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Lake Forest
Performance Measures Journey

 For Fiscal Year 2021
• Develop reporting of measures on City web site

• Develop first Budget in Brief

• Develop first Popular Annual Financial Report
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Bernalillo County Strategic Plan & 
Performance Journey 
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Performance Measures 
in Budget Book only

No real focus on 
measures in budget 
meetings

Joins ICMA Center for 
Performance 
Measurement (CPM)

Develops first ever 
Strategic Plan with 
assistance from ICMA

Some Public Input 

Leadership revises & 
standardizes departmental 
performance measures 

Departments required to 
enter data into CPM 
templates 

PRE-2011

2011

2012

2012



Bernalillo County Strategic Plan & 
Performance Journey 
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Strategic Plan adopted 
by Commission 10 page 
powerpoint

Transparent Performance 
Book on public webpages

SMART Performance 
Measure & Objective 
training 

ICMA awards county 
first-ever Certificate of 
Achievement in 
Performance 

County conducts Community 
Survey through Research & 
Polling

ICMA awards county it’s 
second Certificate of 
Achievement in Performance

2013

2013

2013

2014



Bernalillo County Strategic Plan & 
Performance Journey 
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Strategic Plan 
reaffirmed by 
Commission, includes 
community indicators

Organizational changes 
impact performance 
focus

No longer participating 
in CPM for performance 
measures

Strategic Plan 
reaffirmed by 
Commission with some 
comments about it 
being a management 
plan only, lacking 
outcomes

New county manager
creates office, now known as 
Operations Excellence Office 
(OEO), focused on strategic 
plan & performance 
measures

2014

Mid-late 2014

Early 2015

Late 2015

It would be 
helpful to have 
some examples 

of the 
outcomes

Need public to be 
involved…so far 

just heard that it’s 
a management 

plan



Bernalillo County Strategic Plan & 
Performance Journey 
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OEO researches leaders in 
performance management

Proposes 6 areas of 
improvement, includes 
dashboards & webpages

Focus on Measuring 
What Matters

Departments are experts
in services provided, they 
decide what to measure

Procure system for 
performance 
dashboards to ease 
access & understanding 

OEO designs & builds 
transparent dashboards and 
webpages for performance 
measures

Early 2016

Mid 2016

Late 2016

Early 2017



6 Areas of Improvement
S32

1.
• Performance Book

2
• Strategic Plan Measures

3
• Budget Book Performance 

Measures & Objectives

4
• Quarterly Reporting – afterthought 

during budget reviews 

5 
• ICMA Center for Performance 

Measurement (CPM) benchmarking

6 
• Traditional Performance Measure & 

Objective Training (SMART)

1.
• Transparent Dashboards & Webpages 

2
• Alignment of all measures to 5 Strategic 

Plan Goals

3
• Improved Budget Book Templates, 

more icons & graphs

4
• Performance Reporting Process – using 

dashboards, separate from budget

5 
• Peer industry research to guide 

discussion on what to measure

6 
• Targeted training & easy to use, 

accessible systems

What we used to do What we do now



Bernalillo County Strategic Plan & 
Performance Journey 
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First Strategic Plan book 
prepared (was 10 page 
powepoint before)

Launch webpages for 
transparent live-
interactive strategic plan 
& performance measures

New process for 
performance measures 
implemented

Obtains higher level 
performance award, 
ICMA Certificate of 
Distinction 

Performance Recap  
presented to 
Commission

Focus on Measuring 
What Matters continues

Receives ICMA Certificate of 
Distinction award again

Early 2017

Mid-late 2017

Early 2018

Mid-2018



Bernalillo County Strategic Plan & 
Performance Journey 
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Receives highest level 
award Certificate of 
Excellence in Performance
from ICMA

Receives first-ever GFOA
Special Recognition for 
Performance Measures 

Conducts Focus Group to 
improve transparent 
strategic plan & 
department performance 
webpages

Conducted performance 
measure training for 
SMEs

Commission 
presentation for 
FY21/22 Strategic Plan

Continue to evolve the culture 
for excellence in performance 
management & measuring 
what matters

Looks for ways to improve 
processes

Early 2019

Late 2019

Early 2020

Going Forward



Training Video – Navigating Strategic Plan 
& Department Performance 

S35



How to Measure Performance
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Why do you exist?

 Mission Statements for each department 
Keep it short & simple

Focus on “Why do you exist?”

Memorable & easy to memorize

Easily understood

What do we want to be remembered for?
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Department Activities Start Here!

 Each group will be given a generic 
city/county department

 Group will use this department to…
1. Write Mission

2. Develop Services

3. Develop Performance Measures

4. Review Industry Research

5. Measure What Matters
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What do you do?

 What services do you provide?
• This part is harder than you think

• Takes some effort to build a good, succinct list of 
services for each department

Break it up by sections in each department 
(easier to get more focused short lists of 
services this way)

3-5 bullets per section

Start with “action” words
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Adding Action Words to Services

recruitment, job fairs, job postings, selection, and hiring process

all major systems at county facilities for replacement

all the underlying databases for county applications

fire and safety codes and ordinances

all patrol and traffic related activities

tangible personal property, services and construction for departments

Fill in the blank…below is a list of performance measures. What action word do you 
think best describes what the department is trying to achieve?





Planning & Brainstorming Matrix

 Small group activity, each group/table writes list 
of services for their assigned department
1. Break department into 2-3 sections*

*section = group of services on an org chart

2. Each group builds list of services for assigned 
department

o3-5 bullets per section 

oStart all with action word  

 Use this tool to capture the:

Mission

Services
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Projects/Objectives

 Bernalillo County 
tracks as part of 
performance metrics
Short-term metrics with 

beginning & end dates

Usually tied to one-time 
funding request

Prioritization & filtering 
using the Planning and 
Brainstorming Matrix tool
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Question
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Building a Measure

 Look at action 
words in the 
department’s 
services – “what” 
do they do?
Determine what to 

measure from those 
action words

Develop 3-5 
performance measures 
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Measuring What Matters – Building 
Performance Measures 

 Performance Measure Statements should be….
 Simple and understandable

 Tied directly to services provided by the department

 Start with action word 

 Targets & timeframes should be included in the 
other fields for reporting (e.g. targets by fiscal year)
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Respond to internal issues within 3 
business days (%)

All internal issues will be responded 
to within 3 business days 100% of the 

time (%)



Measuring What Matters

What would the 
department like the 

community to know?

What does the 

department?

What does the 
community want to 

know about the 
department?

What does the 
department want to 
learn about itself?



Measuring What Matters – Building 
Performance Measures 

1. Conduct Measuring What Matters activity for 
your group’s assigned department

 Come up with at least 3 Performance Measures for 
each of the 3 questions

2. Add those Performance Measures on the 
Planning & Brainstorming Matrix

 Add by Section for your assigned department
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What are others measuring?

 Lots of information out there…
Refer to Resource section at end of this presentation for more 

ideas/links on how to do this
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Does it make sense for us to measure?

If yes, consider creating a 
measure If no, move on

What is everyone else measuring?



Look at Industry Research for Department

 How does this compare to the measures you developed?

 What are some of the measures you see a lot of? 

 Would you considering adding those measures?
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What you want to measure vs. What you 
can measure

 What about that 
“what” do you want 
to measure?
Action word in 

services  what 
about it do you want 
to measure?
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What do you 
want to 
measure

What can
you 

measure

You have system 
or mechanism

You have a 
process in place

Do you have the 
system or 

mechanism to 
track?

Do you have a 
process?

Remember this is journey, just because you can’t measure it 
today doesn’t mean you should just give up.  Maybe you need to 
establish an objective to develop a process or get a system.



Measure What Matters!!

 Why is this measure important?
If you can’t answer this question, probably 

not a good measure…start over
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Duane Hamar
Solid Waste Manager, Bernalillo County



Use Performance Measure Template to 
Build a Measure
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Align the Measure to Strategic Plan
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Input, output, outcome…oh my!?!

Traditional Terminology

 Input: counting effort to do 
something #

 Output: counting how much 
we do #

 Outcome: how well do we do 
it?

Or just make it make sense…

Why are we doing this?  Do we 
want to be more…

 Efficient

 Effective

 Reduce cost/mitigate risk

 Transparent

 Innovative
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Align the Measure to a Business Strategy
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Build Your Performance Measure

1. Group picks one performance measure to 
further develop for their department

2. Build “Why is it Important” statement for that 
performance measure 

 Summarize all the ideas from the group into 1-2 
sentences that explain why this measure is important

 Public perspective, layman’s terms

3. Align measure to Goal

4. Align measure to Business Strategy
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Where will the data come from?

 If it’s something you can measure...ask 
these questions:
What system will the data come from?

What process is in place to collect the data?

 Make sure….
Value of the data > effort to collect the data
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Where will the data come from?
EXAMPLES
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How to calculate?

 Define the math…
• Important to ensure shared understanding
oYou, them, the public
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Who to contact for questions?

 Establish a Subject Matter Expert for each 
measure
• Person “closest” to the data is ideal…they:
oCan explain variances

oCan run reports

oOwn the process (or know it very well)

• Cut out the ‘middle man’ to avoid confusion
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Can you set a Target?

 Target is where you want to be 
(no, not the store )

 Target setting is important!
If it comes naturally….you 

probably have a good measure

If it doesn’t, then maybe it’s an 
‘indicator’ (but not a performance 
measure)
Not in your control, decide if it’s still 
important to measure
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Set the Target

 Targets can….
• Tell us where we ‘want’ to be

• Help define the timeframe (% of project 
complete)

 Target is a lot like the budget, it’s the plan
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Use Targets to Define Timeline

 Budget reporting is Fiscal Year based
• Do the same for performance measures

• Ease budget book reporting

 Can use targets by FY to define project 
timelines
• Example:  50% complete this year and the 

remaining 50% next year 

• Stay out of the details, focus on big picture

S67



Track Actuals

 Track how actuals are 
trending against the 
target
• How are we doing?  

Keep it simple:
On Target

Improving

Needs Focus

• Celebrate success or…

• Develop action plan 
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How often to track?

 Select appropriate reporting frequency
• What makes sense for the measure?

• Depends on what you are tracking
oMonthly

oQuarterly

oSemi-Annual

oAnnual

oBiennial

• What works for your organization?
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How Much to Measure

 It’s up to you…what makes sense for each 
department
• Small departments – a few

• Large departments – a few per section

 Just start somewhere
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Tracking Tools
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Tracking Tools

 Spreadsheets
• Everyone has them

• Easy to build 

• Need it for the 
budget book

• More manual to 
manage the data

• Can easily build 
graphs

 Dashboards
• Need resources

• Need time to build

• Build it once, then 
load data

• Interactive 

• Makes data 
understandable
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Graph it!

 Easier to understand than tables of data

 Visual comparison of target vs. actuals
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Make it Transparent

 Use your webpages
• Takes time and effort, but worth it to build 

trust

• Don’t need elaborate tools to do this
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Lessons Learned
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Lessons Learned

 Lake Forest
• Expect a long process

• Expect resistance

• Avoid the term “benchmarking” at least to start

• Allow departments to participate in the development of 
their measures

• Ensure support at the top
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Lessons Learned

 Bernalillo County
• Make it important! 
oMeet to review

oMake it transparent

• Keep it simple! 
oDon’t make the metrics too hard to understand

oIt doesn’t have to be complicated to be good

• Skip the parts that no one is looking at & no 
one understands…do something else
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Lessons Learned

 Bernalillo County

• Tell the story

• Changing the culture takes time
YOU have to BE THE CHANGE

• Celebrate small successes

• Learn from failure, adapt
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Keep Evolving
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Data Information Knowledge Analytics

Data driven 
decision making



Performance Measures are Everywhere

• Budget variances are a measure of 
performance 
• Budget vs. end of year projection

• Budget percentage increase over last year’s budget

• Percent increase in revenues year over year compared to cost 
of living
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Thank You for Participating!

 Training Feedback

 CPE Credits

 Parting Advice
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Resources
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Bernalillo County Strategic Plan & 
Department Performance Webpages

 http://www.bernco.gov/finance/strategic-plan-and-
department-performance.aspx

1. Drill to Department Performance section, click through 
the divisions to find the department you want to look at
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3. Click  
Industry 
Research

2. Look at 
performance 
measures for this 
department



Civic Dashboards

 http://www.civicdashboards.com/

1. Search for your city, county, state

Provides info population, unemployment, income, crimes, 
housing, building permits, insurance, education
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2. Click on 
Compare to 
compare to other 
cities, counties



ICMA Open Access Benchmarking

 https://icma.org/documents/icma-open-access-
benchmarking-data-and-definitions
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Look to others doing it well
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GFOA Performance Recognition Award 
Winners

 https://www.gfoa.org/award-programs/distinguished-budget-
presentation-award-program-budget-awards-program
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ICMA Performance Award Winners

 https://icma.org/certificates-in-performance-management
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